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FOREWORD

Since 1972 the Army Research Institute (ARI) has been active in
research on the policy, operational problems, and programs of the Army's
Race Relations/Equal Opportunity (RR/EQ) program. In 1973, in response
to a specific requirement of the Office of Equal Opportunity Programs
of the Army's Deputy Chief of Staff for Personnel (DCSPER), ARI initi-
ated the development of a Racial Harmony Training Program for Unit Com-
manders. The purpose of the program was to improve a commander's skills
and effectiveness in handling multi-ethnic problems in his/her unit.

This report, the first of three, covers the research involved in the de-
velopment of the commanders' training program. The research was conducted
under Army Project 2Q162108A743 "Race Harmony Promotign Programs" in the
FY 74 Work Program, as an in-house effort augmented by i

Race Relations Consulting, Inc., under contract DAHC 19€73-

Since 1974, the Army Equal Opportunity Research!/Program has been
conducted at the Presidio of Monterey, Calif., Field Unit.
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AN APPROACH TO IMPROVING THE EFFECTIVENESS OF ARMY COMMANDERS IN
MULTI-ETHNIC SETTINGS

BRIEF

i t:
Wt g eper deveroPs
Te—deuatop & training program for company commanders designed to

improve their effectiveness in handling race-related problems, and to
conduct a preliminary field tryout of the curriculum.

Procedure:

ARI developed a 36-hour experimental training program on the basis
of rationales generated from prior experience in dealing with commanders
on race-related problems, and based it on the results of extensive inter-
views with 42 commanders and 104 enlisted men from several CONUS and
USAREUR installations. ARI conducted field tryouts of the curriculum
using two groups of company commanders at each of two Army installations.
On a given installation, two differont instructional methods of present-
ing the curriculum were used, one designed to correct cognitive distor-
tions using persuasion, and the other designed to resolve emotional
resistance using rational inquiry techniques. The impact of the train-
ing curriculum was determined by observation of classroom interactions
and by analyses of questionnaire responses madc by class participants.

Findings:

Neither instructional method was found to be consistently superior
across all instructional objectives nor across all groups. There were
interactions among classroom situational variables, course content, and
method of instruction.

Observation of the impact of the field tryouts of the curriculum
indicated that many organizational constraints operate against the im-
plementation of race relations programs. Included were doubts about the
oxtent and durability of command support for the program at post level,
the apparent absence of incentives for successful contributions to the
program, and fears about the results of honestly reporvting vacial
problems,
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The self-report evaluations of the impact of the curriculum indi~
cated that the lesson objectives and topics which comprise the command-
ers' training were perceived as relevant by a substantial portion of
commanders in the tryout groups., Eighty percent to 87% felt that the
lesson objectives were relevant or highly relevant. The individual
topics were enjoyed or enjoyed very much by 68% of the commanders., About
61% rated themselves as having experienced moderate to considerable
change in the direction described by the course, without specifying the
dimensions in which change occurred. An average of 61% felt that they
learned from a moderate to a considerable amount from the individual
topics.,

Utilization of Findings:

The training program, geared to help commanders cope with their im-
mediate needs in handling race-related problems, would fulfill an urgent
need in the Army. However, before its utilization is recommended to
the Army, an empirical evaluation needs to be conducted to determine the
impact of training on the effectiveness or commander effectiveness in
managing race-rolated problems.
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AN APPROACH TO IMPROVING THE EFFECTIVENESS OF ARMY
COMMANDERS IN MULTI-ETHNIC SETTINGS

INTRODUCTION

Historically, the Army, like the United States as a whole, has had
formal policies of discrimination against minorities within it. More
recently, the Army has been among the leaders nationally in providing
equal opportunity for all minorities. Aas this effort progressed, and

concurrently, demonstrations and physical confrontations expressed racial

tension in the Army, more attention was directed to ending any formal or
informal policies controlling the advancement of minorities within the
Army. Steps were taken to increase mutual understanding among soldiers
of all ranks. To some commanders this attention to equal opportunity
and treatment was an important step in preserving combat effectiveness.
To other commanders this focus overemphasized the problems of minority
soldiers at the expense of command needs to preserve order, discipline,
and effectiveness.

The different perceptions commanders have of the equal opportunity

and treatment program help explain why commanders have responded unevenly
to it. Although some commanders have implemented both the letter and the

spirit of the program, others demonstrate an entire gradient of ineffec-
tive responses--noncompliance, tokenism, paternalism, and assimilation.

Noncompliance occurs when commanders point out the Army's leader-
ship in race relations and ignore the general ineffectiveness in enforc-
ing these requlations.

Tokenism occurs when commanders fail to face the full magnitude of
race relations problems and instead develop a narrow, poorly staffed
program to deal with a single aspect of the problem.

Paternalism occurs when commanders treat minorities as irresponsi-
ble children who cannot make decisions, even those affecting their own
lives,.

Assimilation occurs when commanders define the cause of racial ten-
sion as the resistance of the minority to conform to the norms of the
Army. This approach obscures the existence of real discrimination with-
in the Army in both career development and social life. These false re-

sponscs stem from the illusion, often tacit, that the condition of minor;

ties is steadily improving by itself or that it needs no improvement,
For many Army leaders, the aggrassive militancy of black soldiers today

is hard to understand.




When black’, enter the Army, they hope that the new organization is
based on equal opportunity and treatment for all and that their needs
will be better met within the Army than they were in civilian life. How-
ever, many black soldiers discover that despite the policy of equal op-
portunity their needs as blacks are met only when they do not interfere
with the needs and values of their superiors.

If leaders in the Army are to operate auccessfully within multi-
ethnic units containing a substantial proportion of black goldiers, they
must recognize the “fundamental difference between black adaptation and
white adaptation. Many more whites than blacks were able to make . ., .
economic and environmental adaptation with less need for affectual or
emotional relationships and supportive cultural forces. .+ .« Whites
established and controlled the levels of American . . , social policy
th & way that enabled the vast wajority of white people to obtain a
reasonable level of oconomic, sovial and psychological security.*}

Yor several years the Army has been aware of the intensity of racial
teasion in military units stationed throughout the world, Black apd
ather minority soldiers want the same opportunity to adapt within the
Army a white soldiers, and, they want omotional amd interpernonal con=
ditions that will allow them to make this adaptation.  The pervasive
volmplaints of discrimination within the Aty sugaeut an urgent newd tar
vommamlers with the knowledge, motivation, and anterpersonal skiils to
develop and mainkain ¢ohegive, multi-ethnic military units,  The purpone
of thia report ig to Jdogeribe the developnent and freld tryout of a
training program designed to lmprove these gualitien an company comnamiers,

DEVELOPING THE CURRICULUN

Kationale for the Training Progyram

Reasond for proviving the vompeany commande: with a 3 ceialized eidus
vatlional program to heip him implemont Aroy Bgual Opportunity poliey Jdes-
pond upon three basie conveptu:

The Acculturation of the Commander. Moar officers arve white, aml
many Whites are (HSenHitive to minority needs. 1€ the Avhy crodtes me
rave relations problema but inherity those of civilian dociety, an seemn
Pikely, then white officers would have roughly the same vacial attitudes
as other whites.

1(?mner, Jamen P, flevond Rlack and White. New York: Quadrangle ikoks,
ine., 1972, p. W6,
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The Acculturation of Minority Group Members. Experience has fre-
quently created in minorities a deep-seated, justified suspicion and
distrust of whites, although whites may interpret this as a psychologi~-
cal problem or personality deviation. Minority soldiers may interpret
their commander's actions as being racially motivated much more often
than the commander does.

The Position of the Company Commander Within the Organization Hier-
archy. Although officers and noncommissioned officers below the company
commander seek his? consent and give him advice on appropriate action,
and officers above him formulate policy and procedure for him to follow,
the company commander is the most visible influence on the career and
state of mind of the minority soldier. He is the person responsible
for the effectiveness and welfare of his troops, the person the scldier
looks to for protection and support, and the mediator in conflicts among
his men.

Planning the Training Program: Underlying Strategy

Five goals initially were hypothesized for the commanders:

1. Greater understanding of the conditions and issues promoting
racial separation and conflict in the United States;

2. Awareness of methods for analyzing the cohesiveness and level
of racial tension within a military unit;

3. Enhanced skill at interpersonal relations with members of other
ethnic groups so that problems can be discussed and plans made
for their solution;

4. Greater ability to coordinate the development and implementa-
tion of equal opportunity programs within the unit; and

5. Improved skill at monitoring the results of efforts to reduce
racial tensions.

These objectives were considered estimates based on several years of
race relations experience with commanders and reflected what a company
commander needs to do to fulfill successfully the requirements ot

AR 600-21.

“Use of the terms "he,"” "his," and "him" should be understood to refer

to both men and women.




To check whether these were the most appropriate goals, a series of
interviews was arranged with company commanders and enlisted men to dis-
cuss racial problems, race relations policies and programs, the results
of policies and proarams, and command support. Through these interviews,
the expressed needs of commanders and enlisted men could be compared with
the estimate of needs represented by the five instructional objectives.

Interviewing commanders was important to (a) understand more about
the commander's ideology concerning racial problems, race relations pro-
grams, and the results of such programs; and (b) understand more about
the commander's perceived costs and benefits of involvement in race re-
lations work in the unit.

The commander's ideology is relevant to the training prog}am because
his beliefs about racial problems will influence his interpretation of
instruction on the subject. His responses to interview questions could
also anticipate points of conflict in the tryout classes. His percep-
tions of costs and benefits of efforts in race relations is relevant to
his motivation. If involvement is seen more as a burden than a relief,
he may not have the initiative, innovativeness, and persistence for a
successful race relations program.

Interviewing enlisted men would indicate the urgency they felt for
action in race relations, what actions they perceived being done to what
effect, and what might be done to improve life. Enlisted men might well
perceive things outside the awareness of the commander.

Conducting the Interviews

Subjects. Individual interviews of 42 officers and group interviews
of 104 enlisted personnel were conducted at six installations during
March and April 1973. 1In the officer sample, 62% of the interviewees
were white and 38% were minority group members, primarily black. The
104 enlisted men were interviewed in 37 groups: 50% were white, 33%
black, 7% Puerto Rican, 9% Mexican-American, and 1% Asian. The over-
representation of minority group members in both officer and enlisted
samples was deliberate to insure that a wide range of opinion was avail-
able from those persons whose futures in the Army may be most signifi-
c.ntly affected.

Interview Protocols. The interviews were scheduled by the Race
Relations/Equal Opportunity office at each installation. The officers
and enlisted men were told before the interview that the interviewer
belonged to a civilian organization working to develop a training pro-
gram in race relations for commanders. The purpose of the interview was
explained, and they were told that although interviews lasted from 30 to
60 minutes, depending upon the responsiveness of the interviewee, it was
seldom possible to ask all the questions because of time restrictions.




In addition, some issues were explored in more depth if the interviewee
had particular experiences or strong feelings. Because of this varia-
bility, the overall interview results probably do not allow the kind of
cross-post comparisons that a standardized survey would allow. However,
much information and & better understanding of what to expect in the
training classes emerged.

Summary of Interview Results

Most significantly, company commanders, enlisted men, and those who
formulate race relations doctrine have very different ideas about what
nceds to be done, how it is to be accomplished, and what constitutes
positive results. These different ideas interfere with understanding
and correcting race relations problems.

Several components of the commander's beliefs interfere with his
involvement and support for race relations efforts., First, most com-
manders, particularly whites, see little need to protect minorities
against discrimination; they perceive discrimination as infrequeat, as
Lhe invention of minorities, or as occurring outside the influence of
the commander. Second, they see the race relations program as having
been developed for the enlisted men who "own" the race problem; they do
not see the chain of command as part of the problem. ‘Third, commanders
see far more cost than bonetfit -in improving race relations and so main-
tain only token programs in their units,

The effects of the commanders' beliefs and congequent low level of
involvement in race relations wove clearly visible in intorviows with
enlisted men. Enlisted men differed greatly in their perceptiong of the
importance ot racial issues wd in thelr concorn about rvaclal probloms,
but they concurred that no significant programs of race relations existoed
in their units, FEducation programs available wore seen as interesting
but incffective; otforts to sot up race relations councils completely
tacked credibility; tho chain of command was saen ag unresponsive to
complaints and as velatively uninvolved with the needs of the won unless
an officer might be embavrassed by a complaint or by an incident in his
unit. A lavge percentaqe of tho enligsted men scemad to feel aither
trightened of ot angry toward the company c¢hain of command,

Company Commanders® Training Currieulum

Analysis of the interviews lud to govoral additional qoala for the
curriculum;

1. To porsuade the commanders that the topicu in the training cur-
riculum wore relevant to their jobs)

©
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2. To demonstrate the reality and pervasiveness of racial dis-
crimination; and

3. To shift the commanders' attention from the enlisted men to the
chain o command and its actions,

The original hypotheses about the lesson objectives of the curriculum
wore still considered tenable, but possibly not attainable in a brief
proyram. Rasod on the interviow data and rationale developed as a ve-
sult of expervience in working with commanders, the five broad yoals in
learning objoctives wore finalized and were used as the lesson objvctives.
For each lesson objoctive, the training topics requived to Fultill the
lesson objoctives were determined,  Por ovach training .o i¢, a losson
outline and the required program of instruction was then developod.  ‘The
lesson objoctives and training topics included in the curriculum are
outlinud in Table 1,

buring tho fietd trials, tople 7 (Surveys amd smali Group Discuasion
Mothods) waz completaly vevised, ‘Popic 8 {s the vevised version, Undev-
atanding the Results of Sucvoys and Small Group Discussions.  Only one
voersion was progsentoad to a given claas,

FLELD TRYOUTPS OF THE CURRTCULIM
subjocty

The tield tryouts of the curviculum wore conductod ab two Army in-
atallations aurinmg May, June, aimd duly 19700 The tryouts were comtietod
at Post A, May 21-0% and June d=8, At Post B, the tiyouts were vonductod
duly 1o=20 and July to=dugunt 4o A ditterent instruct fon method we unesd
i cach class on o given post,  Phe nubjocts were tirst Lioutenantn who
were elthor platoon feaders or conguny eXxvvutive ofticern (XO'), cape
tatng who were company copmanders, amd mdjors who had been company com-
mandors and were asnigned as battalion X0%a, Phe sty ibution of ol tieers
by race at each tustallation in shown in Table 0,

The ethnie comporit ton of the elass amd the pature of minovity par-
ticipation Influenced the progress ot tho clasn,  Table 2 does not fully
convey the oxtont or Jdirection of minority intluence within the olaas
qroupa,  For oexample, one black otbteer at bost A, Viass 11, Wl one
Hawatlan of Cicer at Past B, Clase 1, wore relatively quiet and unassor-
tive. A Mexican=Amoriean at post A, Class 11 and an Indian at Pont W,
Clans 11, wery both atrongly in tavor ot anpimilatfon (nto the white
culture and openly digagrocd with mich of the {nstruction about maority
groupn, At pPoat A, ¢lans 1, when minority qroup mombers were active il
aupported both one another and the fnatructorn, white commandors neemed
more careful about what they sald and more likely to examine thelr own
attitudos rathor than simply to dany, rvationatize, ov blame. When minot -
ity membors wove active and disagreod with the {nstructors, the clasy




Table 1

Objectives and Training Topics

Objective 1.

Minority Perspectives

1.
2.
3.

Mexican Americans
Puerto Ricans
Black Americans

Objective II. Methods for Change

4. Resistance to Change

5. Gamesn

6. Stereotypes

7. Survey and Small Group Discussion Methods

8. Understanding the Results of Surveys and Small
Group Discussions

Objective [II. Perceptions of Role Relationships
9. Role Expectations
10. Theory X and Theory V
11. Personal Communication

12. Guidelines

Objective IV, Progrvam Development

13. Commander's Role

14. Capitalizing on Interest

15. Approaches to Dealing with Racial Tenszion
16. Bxternal Consultants

Objective V. Program Monitoring

17. Seminar az Bvaluation
18, Dyafunction Indicators
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seemed more openly hostile to minorities and to the race relations pro-
gram. This occurred at Post B, Class II, and Post A, Clasa I. When
minority group members were relatively inactive or nonsupportive of one
another, they tended to be ignored, and whites tended to express nega-
tive attitudes toward race relations efforts.

Table 2

Distribution of Officers by Race and Site of Curriculum Tryout

A}

Site White Black Indian Hawaiian Japanese Moxican Total minority
Class I

Post A 4 2 0 1 1 0 8 50

Post 8 8 1 1 1 [ [ 11 27
Class 1Y

Post A [ 1 0 0 [ 1 a 25

Pfost B 7 2 0 0 ¢ ¢ 9 22
Total 25 6 1 2 1 1 6 3

conflict botwoon black and white officors was obsarved {n various
torms in ovary class, but seldom wore the conflicts acknowledged and
doalt with directly in the group. In one group, a black liocutonant was
anked hig veaction to belng addveased by a black enlisted man (M) ar
"hrother lieutonant.” He sald under some circumstances this would be
accoptablo,  Several white officors counseled him to think of himsalf
as an of ficor first and & black second, although their reactionr during
the rent of the claga suggosted that they thought of black officers as
blacks first and officeru scvond. In sevaral classos, black officors
ralaod doubts about the cffectivoness of race relations programs and
wore told by whito officers oither that such criticiam was wnjustitied
or that blacks now had an advantage in the Aymy as a vaesult of race ro-
lationy progr. "8,




Data Collection Procedures

The data collection team consisted of four instructors and one ob-
server, all trained race relations facilitators. The team was half black
and half white, half male and half female. The observer was a white,
former Army officer who had experience in dealing with Army commanders
on race-related problems. Subjects were seated at tables arranged in
the shape of a "U." The facilitator sat in the open end of the "U," and
the observer sat to the rear in a position where he could see and hear
the class interactions while unobtrusively taking notes. A fuicilitator
was responsible for presenting a given topic in the curriculum; back-up
assistance was available, if required, from another facilitator who
served as the assistant instructor for that topic. The total time re-
quired to complete the course was 36 hours. However, several subjects
in each class missed blocks of instruction because of "more pressing
business."

Methods of Presenting the Curriculum

Some Underlying Considerations. Research had indicated and cxperi-
ence had confirmed that new information about race relations would be
resisted by a variety of ego-defensive maneuvers. Negative attitudes
about minorities once werc simultaneously among the most widely held and
vigorously denied characteristics of American culture. The personality
that is inclined toward prejudicial beliefs clings to and defends those
beliecfs despite evidence to the contrary. It was anticipated that a
number of students in cach class would resist the presentation of materi-
al contrary to their acculturation or psychological needs. In addition,
literature on organizational change suggests that conditions under which
resistance can be expected to emerge coincide with the structure of the
Army race relations program.

Review of FM 21-6, "Techniques of Military Instruction," suggests
that a substantial amount of resistance is not anticipated in normal
military classroom situations. Therefore, the techniques outlined there
were not considered the most suitable for a presentation on racc
relations.

Instructional Methods. Two methods were developed for instruction,
and they can be viewed as strategies for dealing with resistance.

Method I (persuasion) requires instructors to deal with resistance
in its final form: cognitive distortion. The assumption is that emo-
tional pressures would cause some students to resist accepting informa-
tion preosented in class and that these students would distort this in-
format.ion by a variety of methods. Using Method T, the instructor would
screen class reactions for this distortion and would correct it.  The
instructor's role under this method was one of persuasion.



In practical application, the instructor categorized student reac-
tion into one of several possible categories.

The student can

1. Fail to hear or see the new information, or he can misunder-
stand it so that he perceives it to fit his existing values;

2. Hear or see the information accurately but deny its validity
S0 as to maintain intact the integrity of his existing values;

3. shift his existing opinions and beliefs toward the position
of the new information and attempt to accomnodate both in his
value system;

4.  Abandon his previous value position and shift his beliefs and
opinions to a point centering on the new information; ox

S5, Downgrade or abandon his previous opinlons and beliefs, mini-
mize ov dony the importance of the new information, and with-
draw fram involvement in the issue as a whole.

1t the reaction foll in the first category, the instructor “actively-
Listoned” until the student was satigfied with the instructor's state-
ment of the atudent *a posttion., ‘The instructor then reviewed ovidence
supporting tho point in gqueation, polnted out flaws in tho student'n
reasoning, introduced new supporting evidence, or usad other persuasive
techniques until the student efthor corvectod his distorted pevcoption
or it became apparent that no corrvection was possible.

1f the reaction toll in tho third category, the inatructor made a
value Judgment as Lo whether the student's effort at accommodation was
sutficiont to proserve the value of the point in question, 1€ not, the
thatractor used persuasive vechniques to ancourage further movement on
the part of the astudent, 1n elther case, the instructor pralsed the
student tor being open to the now information.

10 the roaction foll in the fourth catpgory, the {nstructor pralsed
the stwdent and pointod out the practical value of his new beliefs whon-
over poutibla,

1f e veaction toll in the Cifth categary, the {nstructor oxplained
roanens for the {mportance of the point {n question and the noqative con-
soquencon of a fallure to soe tho importance of tho point. HWhenever pos-
sible, the tnstructor would vite Army Requlations (AR}, the Universal
Code of Mititary Justice (UCMJ), or other respected sources.

Juundnrunn, Goorge.  To Live in Proodom. Norman, Okla.: University of
Oklahoma Pross, 1972, p. 192,
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S Nty

Method II (rational inquiry) deals with resistance at the emotional
level as opposed to the cognitive. It attempts to provide the student

. with a safe environment in which he can explore his feelings and examine

their implications without fear.

Teachers and supervisors can change attitudes by uncritically ac-
cepting questions and ideas and by helping others develop sophisticated
skills of inquiry--stating, refining, and testing hypotheses. To do so,
teachers must orient their techniques to their students' or subordinates'
backgrounds, needs, and abilities. The superior human relations envi-
renment has many compohents, including the following:

1. It accepts each individual as he is ard encourages accepting
behavior on the part of each group member toward every other
member .

2. It leads each member to an understanding of the reasons why
different people live ac they do.

3. It fosters interaction among representatives of diffevent
groups by granting each representative oqual status.

4. It makes it posasible for each group member to achiove, but net
at the expense of others (Henderson, 1972).

In practical application, {(a) matorial presented by the instructor
and the ideas or obiections of studonts were not labeled as right or
wrong but simply as worth consideration. (b) After vesponding to a stu-
dent's question or obiection, the instructor turned the question over to
the class in an effort to fostor studont-stwdant reaction. (c) The
clana was conducted on a first-name basin in an effort to roduce rank
barviers. (4} The inatructor praisoed expression of foelings and pro-
tocted students from rejection or overly havsh criticism from other stu-
dents by fhnding some merit in any statemont made by a atudont. (e} The
inatructor encouraged honeat (but nonrejection) feedback among students.
(£} The instructor attemptod to teach che proce-s uf rational inquiry by
translating student expression into a hypothesia that could be validated
or invalidated by evidonce that had been made available to the class,

Mothods of Bvaluating Curriculum Imbact

The impact of these flold trials wan ovaluatod (a) by observation
of the group process in class, and (b) by complotion of a questionnaive.

Obgorvation. The designatod obgerver in the data collection team
observed and rocorded the group process, ot the assistant inatructor
liatened to the class roaction and made appropriate notes duriny the
class prosentation. No standardized sot of obgervational categories was
used. Records consisted of the comments of individuals in the class
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that seumed to best illustrate what the observer saw as the major con-
cern of the yroup. The observations made in each class formed a rough
outline of the major thumes that emerged, Observers were not trying to
document either change or the lack of it; they were looking for concerns
that could be expected to recur in future classes. Consequently, the
wmaterial collected often pertained to points of conflict batween the
class and the instructor.

Questionnaive. A questionnaire was administered to each partici-
pant at the end of the course or sections of the course. Although the
torm ot the questionnaire changod after the first two tryout qroups,
all versions covered the lesson objectives, the course topics, and the
quality of instruction. Bach of the five lesson objectives was vated
alony a S-point scale avcording to three criteria:  (a) relevance to the
real problems and demands of race relations at the company level; (b) em-
phasis==how much emphagis each objective should be given in the course;
(¢) attainment--how much change the person expurienced toward the objec-
tive. An additional section asked for comments about new gkills or in-
formation that might increase course of foct ivenens.

e 17 course topica wore ovaluated along three dimensions:
() relevance to the needs of o company commander; (b} enjoyment --how
much the topic was likedp (@) learning=-how much was loarned from the
topie,  This section wan wdministoved at the ond of the whole couvae to
the fivst training droup. At thelv auggention, later groups were asked
to vill out this section daily. Pinally, the participants wore aaked
to comment about. each of the Filme and practical exerciges in the course.
Bocause ot all offieors Cilled in the questionnaives, sone of the vee
sults way be less valid than i responses were wore couplete.

RESULTS
Hethod of lustruvtion

Prainor consensus indicatoed that the two fnstructional methods Jdid
not produce any niqoiticant differences In dealing with the aot fonal
and organizational isstes that emerged fn class discussions.  Although
the tratnees felt that both approachos were valuable in dealing with
such fsauen, they felt neither method was vonsistently superior. the
ronults indicated that theve were lmportant vavidablen operating within
the vlasnroom situation that seemed to {nteract with contont and method
of instruction becauso the vame topie taunght by the name methoda and
{nstructor to differont groups suciicd to have different fmpacts,

In ohe clans, the mothod of persuasion (Mothod 1 appeared Lo be
auccossful in progenting the topic, “Mothuds of Interproting tubtle
lndications of Tension.* The vontont wai acceptad by a larse patt ion
of the commandovh in that mont agraed with the method of recorda~keopimg
describod in the class.  This Llock of Inatruction lendy itself to a




Method I presentation because of its internal structure. In essence,
the block is a series of logical statements leading to a conclusion:

if A, then B; if B, then C; etc. At each step in the process, the class
is invited to agree or disagree. When the conclusion has been reached,
it is very difficult for class members to disagree because they have
already agreed with the major and minor premises leading to the conclu-
sion. In this class, even though many officers were obviously uncom-
fortable with the implication of the conclusion, they agreed with its
correctness.

However, this method was not successful in presenting the same
topic to a class on anothex post. In fact, none of the white students
in the class was persuaded by the presentation described above. Though
the class had to concur with the logical nature of the presentation,
their argument was that such records were too dangerous to keep because
there was no method of guaranteeing their security. Though the instruc-
tor thoroughly pointed out logical contradictions in class arguments
about. security, the class remained unconvinced and became increasingly
uncooperative about exploring the issues.

The rational inquiry method (Method II) appeared to be successful
in presenting the topic, “Games Soldiers Play," to one of the pilot
classes, This presentation seemed to have a gnwerful impact on the
class. The instructor discussed emotionally lozded topics in a non-
judgmental fashion and was supportive of critical thinking; the class
modeled their behavior after his. The class members admitted their own
ineffectiva behavior, voiced criticism of their superiors, and dealt
with other "hot" topics in a comfortable way.

Howaver, this method was not successful in presenting the same
topic to a class on another post. The instructor's behavior was esscn-
tially that of rational inquiry, but the students did not accept the
instructor's obsexvations about the destructive properties of games.
students graected some of tho wmaterial with laughter, and several ob-
gerved with pleasure that the class had taught them how to be better
gamesmon-~the exact opposite of the course's purposc.

Obgorvations of Commanders' Reactlions

the group procesges and the reactions of tho commanders in cach
class wera observed by the assigned observer (and for some classes, by
the assistant instructor). A summary of these obsorvatious, as rolated
to cach of the fivo lesson objoctives, is given below. A move detailed
synopsis is included as Appendix B.

It is important to recoynize that many of the observations of the
group process in the tryout classes are interpretations made by a single
observer. in addition, obgervers werc looking for signs of resistance,
not agroement, and consequently a solective perception of evants probably
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occurved and influenced the description of the group process. The ob-
servations are reported, however, because they provide some useful in-
sights and typically demonstrate problems in training commanders in
race relations.

Objective 1, Minority Pergpectives. Most commanders found it hard
to accept and to deal with information about the historical relationships
between several minority groups and the white majority. Almost no one
questioned the accuracy of the information; perhaps that is a reason it
was perceived as so threatening. It was anticipated that the informa-
tion would make the commanders considor what kinds of constructive cop-
ing responses needed to be made, and in some instances the material did
have that effect. DBut in many cases commanders dealt with their seuse
of conflict and tension by denial, rationalization, and minimization,

Objective II, Mothods of Change. A dilemma for the commander
vmerged:  If he is skeptical about the need for change in vace velations,
can hig own superiors and subordinates really believe in such change?

I8 race relations so important to the Army that playing games is really
going to be given up? What justification can the commander find for
giving vigorous support to race relations programs? At this point, the
answor atill seems to be “not much,®

Objective 111, Perceptions of Role Relationships. Another dilomma
omovged:  How can one maintadn a respectful distance from subordinates
amd still conmunicate onough porsonal interest to develop the truat
needod to copo with rvacial issues?  perhaps tho "cure® of personal con-
taet {9 worae than the condition it {s supposod to corvect. For many,
the requirements of the ovganization may be used to mask personal anxie-
tios about interrvacial contact.

Vbjective IV, Program Dovelopmont. Doubts about the sianificamve
of vacial problems, doubts about the concern of superiors with racial
problems, and anxioty about contact with minority group mombors pesmod
to culminate in a dofonsive compromise, Race programs will receive only
token aupport because the costs of tho commandera! involvement with race
relatjons soum to far outweigh the bonotits,

Ubject fve V, Progiam Nonitoring. Monitoring a program to which
one {n giving only token aupport seems of little use. In fact, it nooms
to carvy wove dangoers in the form of mistaken inference and misusad ine
formation than it doos benofits. Congoquontly {nformal rather than

formal monitoring probably will be used.
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Commanders' Ratings of the Lesson Objectives

Commanders rated each of the five lesson objectives for relevance,
attainment of objectives, and degree of emphasis required. These data
are shown in Table 3, The S5-point relevance scale ranged from "little
or no relevance" with a weiyht of 1, to "high relevant" with a weight
of 5.

Table 3

Cammanders' Ratings of the Five Lesson Objectives

Objective Objective Emphasts
relevance attainment needed
Legson objective Moan Rank Mean Rank Mean Rank
1 Minority perspective 4,01 2 2.93 2 2.86 4
11 Methads of change 3.94 3 3.01 1 2.97 3
1T Porceptions of vole
relationships 3.91 ) 2.47 3 3.26 2
IV Program development 3,93 4 2017 S 3.63 1
\ Mrogram monitoring 4.04 1 2.1 4 2,20 s
Mean rating . 3.97 2.87 2,98

Aa ghown in Table 3, commanders ratod all of the lesson objectives
as relevant, with all of the ratings approximating a welght of 4. Eighty
percent to #7% of the cummanders ratod each objective elthor “rolevant”
ar "highly relovant ™

For the attainment factoyr, commanders woere required to indicate
the extent to which thoy oxperienced any change in the direction pro-
posed by the objectfve, This factor ranged from “ao change™ (1) to
“vory consiidorable change® (5). The ratings for cach objective approxi-
mate the middle rating factor, “moderate change,” with a woeight of 3.

At least 628 of comnandors fndicated at least a moderate change for ob-
joctives I-IV. Ouly 508 wore influenced to the same oxtent by Objuvc-
tive V.
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Finally, commanders were asked to indicate those objectives that
should be given the most emphasis in the course. The factor ranged from
“least emphasis" (1) to "most emphasis" (5). Review of Table 3 shows
that Objective IV (Program Development) and III (Perceptions of Role
Relationghips) should receive the most emphasis, and Objective V (Pro-
qram Monitoring), the least. It should be noted that the largest per-
centage of commanders rated Object I (Minority Perspective) as needing
the most (36%) and the least (45%) emphasis.

Commanders' Ratings of the 17 Blocks of Instructions

Commanders rated each of the 17 blocks of instruction for relevance,
degree of enjoyment, and extent of learning achieved. These data and
their rank ordering are shown in Table 4. These scales, similar to
those described earlier, are typical S5-point likert-type scales.

Rankings of the commanders' ratings of relevance indicated that
Role Expectations (8), Commander's Role (12), Personal Communications
(10), and Games (5) were the four most rclevant topics. Surveys (7)),
Black Americans (3), Mexican Americans, and Theory X and Y (9) were
judged to be the least relevant.

Ranking the commanders' ratings of enjoyment revealed that Games
(5), Role Expectations (8), Personal Communications (10), and Guidelines
(11) were enjoyed the most. Black Americans (3), Mexican Americans (1),
External Consultants (15), and Surveys (7) were enjoyed the least.

Similarly, a review of the rankings of mean learning ratings shows
that commanders learned the most from Guidelines (11), Games (5), Role
Expoectations (8), and Puerto-Ricans (2), while learning the least fromn
Rlack Americans (3), Capitalizing (13), Theory X and ¥ {9, and Surveys
(7). Apparently the material presented on Puerto Ricans was new to the
commanders, whereas the material on black Americans was not.

In summary, Games and Role Expectations were considered to be the

most velevant, most enjoyed and provided the most learning, whersas Black
Americans and Surveys were at the negative end of the continuum.

Commanders' Evaluation of the Films Used as Bducational Ailds

The four motion pictures used in the course were generally per-
ceived as valuable supplements to the instructicnal program. Comments
about each of the four films follow.

No More Mananas (Insight Films, Paulist Fathers, Pacific Palisades,
calif.). The reaction to this film by most commanders was positive in

that the movie powerfully communicated the Mexican Amevican's feelinas.
Nearly all commanders felt the film was highly relevant to the discussion
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Table 4

Commanders' Ratings of the 17 Blocks of Instruction

Relevance Enjoyment learning
Course topics Mean Rank Mean Rank Mean Rank
lLesson Objective I
: 1. Mexican Americans 3.53 15 3.35 16 3.02 6
A 2. Puerto Ricans 3.73 11 3.72 11 3.18 4
- 3. Black Americans 3.52 16 320 17 2,26 17

{osson Objeetive 11

4,  Resiatance 4.01 3 3,82 8 3.00 7

S dames 4.1 ¢ 4,42 1 1,35 2

L. Btereotypes 4.08 33 A.9% ) 3.03 )

T Burveyn el 17 3,59 W4 .72 14
Leszon Objact ive 111

8, Kole BExpectations 4,32 1 d.27 N 3.2 )

9 Theory X oand Y 3L W LI TV ) 3,62 e
10, Porsonal Communteations 4,17 d AN 3 .98 ¥
11, Guidelines 4,04 7 4.17 4 3. 42 i
Lesnon Objective (v
10, W' Rale 4. 2 .94 8 PAL] 4
TV, Capitatising 4.1 K RO 2 .69 1o
14, Approachen sl 1o Lt W 2.1 1)
15,  Externdl Consultants 3.0 12 343 1H 2,82 U
leason (bjoutive v
16, Indicators .84 9 1.80 9 2.7 12
17, Sominats 3.5 1) 384 ? .89 10
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and to their life in the military. There was some concern, however, that
police and other institutions were portrayed in an excessively negative
manner.

Boy (Anti-Defamation League of B'Nai B'rith, New York, N.Y.}. Al-
though blunt and sometimes abrasive, this film was rated very effective
and relevant to the goals of the training program. Most commanders felt
the exposure to the different roles blacks and whites play was an impor-
tant element of the program.

Study in Color (Anti-Defamation leaque of B'Nai B'rith, New York,
N.Y.). Feelings were divided about this film. Some commanders felt the
movie was too deep and over their heads, and others rated it the best
and most effective film for starting a discussion.

Is It Always Right To Be Right? (Stephen Bosustow Productions,
Santa Monica, Calif.). This film received the most positive comments
from viewers because it efiectively communicated its message. Some
commanders recammended developing a practical exercise for use in con-
tunction with this film.

Ratings of Practical Exerciges

The practieal exercisea used in the course were also soon as a use-
ful addition to the instructional program., With only a few exceptions,
the cemmanders rvegarded the practical oxercises as an excellont means of
making the clagsvoom points more meaningful and relevant to theix role
ag vommandars.  Many suggestad that they would be able to translate the
esercines into a form for use in thelyr own programs. cCommanders Xecoin-
monded add{tional practical exerciaes bogause they were ugseful in stimu-
Lating qroup digcussion. Only a few participants had difficulty applying
the exproines to their own situations.

DISCUSSION AND ZONCLUSIONG

The pervasivenvss of complaints of discrimination within the Army
suggents an urgent need for sommardd understanding of and support for
efforty to roduce instances ol tacial digharmony and to carry out the
polivien ar got forth in AR 600-21. Effectiveness in implementing these
policies dopends on the knowledge, skills, and motivation possessed by
the leaders vesponsible for thedr enforcement. Previous ARI research
haz shown that because there ig often little meaningful, positive con-
tact betweoen difforent ethnic qroups, many Ammy leaders lack the motiva-
tion and interpersonal skills necessary to develop and maintain cohesive,
multi-ethaic units.
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This 36-~hcur training program was developed on the basis of experi-
ences in working with unit commanders and interviews with commanders
and enlisted personnel in these commanders' units. The program included
those topics judged essential to improve the commander's motivation,
knowledge, and interpersonal skills essential for the resolution of
multi--thnic related problems.

To cope with some of the problems inherent in training commanders
in race relations, we focused in the commander's training curriculum on:
(a) understanding the relevance of the instruction to the commander's
job, (b) acknowledging the reality and pervasiveness of racial discrimi-
nation, and {c) shifting the focus of attention in race relations from
enlisted men to the chain of command and its actions.

In addition, ve worked to develop instructional methods that could
be applied to correct cognitive distortions and resolve emotional resis-
tances blocking involvement in the Army's change effort. The approach
guaranteed a relatively high level of conflict within the training
classes because some fundamenta. beliefs and perceptions were examine¢
and challeiged. We believed that without efforts to correct misconcep-
tions and to reduce emotional resistance evident in pretraining intex-
views, there would be little basis to predict more for the Army's race
relations effort than noncompliance, tokenism, paternalism, or demands
for assimilation. Such inaction woutd perpetuate the problems in com-
munication, problem-solving, and decisionmaking that create racial dis-
crimination and racial tension.

The resrarch was designed to explore the effectivencss of two
methods of instruction: rational inquiry, a nondirective approach: and
persuasion, a more directive approach in overcoming such resistance.
Neither approach was congistently offective for all topics on two dif-
ferent posts, resulting in the postulation of an intoractive offect
among course content, method of instruction, specific group process
(attributed to local conditions at a given installation).

Initially, tho toam of instructors was faced with open hostility
by the commanders. This hostility continuod throughout most of the first
day of ocach clags and was only gradually veplaced by respoct for the
professicnalism of the team. Sovoral reasons for such blatant hostility
were hypothenized: (a) the team was civilian (although it included per-
sonnol with previous military service); (b) two membors wore female, one
of them black--gome commanders tay have resented females, particularly a
black, instructing them on how to handle thelr problems: (c¢) the rosponse
was typical initially to race relations training because comnandors felt
thoy were boing imposed upon, wore too busy, and did not need the train-
ing. Although it was strongly suspocted that the hostility was due to
a combination of all three, it was nover confirmoed.
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Although the instructors and observers did not feel they under-
stood all of the processes involved in specific class reactions, several
factors seemed to be operating frequently enough to be considered as
possible sources of influence upon the overall interactive process.

First, the extent of command support for race relations and equal
opportunity programs at the battalion and brigade level seems to influ-
ence the company commander's view of the need to attend race relations
classes and to examine his own beliefs and values. If there is low com-
mand support, the training program can be seen as irrelevant and sug-
gestions for change can be more easily dismigsed. If there is high
command support, a commander may be more willing to cooperate because
the benefits of involvement may be more clear.

Second, the commander's experience of personal involvement in in-
cidents with racial overtones seems to influence participation in class.
On several occasions the most active white participant in a class re-
vealed that he had been the target of a complaint of raclal discrimina-
tion. This experience seems to create a strong need to examine racial
issues in more dopth to determine if one has behaved improperly or has
boer unjustly accused.

Third, the commander's racial attitudes seem to detormine the ex-
tent of his comfort in discussing racial issues with follow students
and with an instructor of a differont ethnic group.

Fourth, the commandor's background before entering the Army scoms
to influonce his sonse of involvement in minority group problems., For
oxample, commanders from statos with a veputation for oppressive treat-
mont of minorities often soem to feel on guard againast criticism, and
nome, perhaps, are more motivated to counteract polnts made about the
worth of minorities and the extent of injustice thoy have experienced.

Fifeh, some of the interpersonal norms of the Arvmy concerning
renpoct for rank influonce rcactions {n class, For example, some offi-
cors find 4t vory hard to bo informal with officers of lower rank. 1In
one of the practical exercises, for instance, the group task was to
soloct a chalrman whom they would porsonally prefer to be their leader
in a discussion. Two majors in vns 2lass compared datus of rank and
then announced to the class which one of them should be chairman, Evon
though some class membors did not like this suggestion, no one would
yo against it. This lack of opposition seoms to be part of a larger
process of ignoring or denylng interpaersonal conflict becausa it is
scon as potentially disxuptive to the functioning of the group. One
ef foct of this denial of conflict among group membors was to focus and
to intensify conflict botween lnstructors and members of the group.
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Although the Army is making a major effort toward reform, there
seem to be a number of individual constraints operating upon commanders
at the company level that reduce their involvement in race relations
programs, Some of these constraints seem ultimately to involve same
fundamental personal beliefs that are widely shared. There seems to
be a belief system characteristic of many commanders that includes the
notion that the Army is truly a melting pot in which men of diverse
backgrounds labor to fit in. As a result of "playing the game," ac-
cepting the premise of the Army, and assimilating into the Army system,
anyone can succeed. Relatively few seem to know or to acknowledye that,
until the war in Vietnam, blacks and whites had never fought toyether
on a fully inteqrated basis.

Although most believe that preojudice exists, few seem to acknowledge
the veality and extent of racial discrimination in American tife. For
many, a vace relations program should have as its ultimate geal the ac-
coptance of the Army as a system, not the acceptance of diversity within
the Army, Consequently, many commanders perceive that minority group
mombers, particularly enlisted wen, "own" the race relations problem,

For these commanders, supporting the race velations program means pro-
viding aducation within the unit when time pormits and intervening in

unit conflicts when absolutely necessary to correct misunderstandinas

and misporceptions. Most commanders, although they acknowledge the po-
tential connection of such activity to the mission, do not find such
responsibilities meaningtul or vewarding. 1t is likely that many com-
wanders feel uncomtortable around people ol difforvent ethnice groups and
will probably need help betore they can hinlp othors iwprove race relations,

Those factn provide strong juastitication for apecialized training
in race velations tor company commanders.  Howevor, such an educat iohal
of fort has many obataclea, Many of those being trained do not see thewm-
unlves as having any role in the problem, any vesponsibility in the
program, o any control over the factors that intfluence both the probiem
and the program,  Consequent Iy, thin traming is often exporioncod wore
an an mposition or an obligation than az an opportunity to become part
of an attempt at change,

The current. commandera’ training curriculum could be improvesd by
devoloping practical oxerciszes more congruont with the problems of Army
vace relations, by including some of the standard Avmy publications
race relationn as Lextbooks for the alasg, by providing more time o
unstructured discussion by the participants, by netting asfde time to
training that doen not contlict with otier duties, and by providing op-
portunities for commandora during tratning to talk fntormally to enlintoed
men about low they perceive the response of command to racial and other
unit problema. It would be posaible Lo improve the effect fveness of
the instrictional mothods $€ more wers known about the kind ot peopls
who do and do not learn the material trom the course amd the Kimd of
gltuationn where the applicat fon of such knowledge doon amd doos hot




occur. Further studies of these questions are strongly recommended
because they could potentially contribute to a meaningful revision of
race relations education Army-wide.

For the training of commanders and of enlisted men to lead ulti-
mately to the development of the Army company as the location of change,
certain conditions are necessary that did not seem to exist on many of
the posts visited. These conditions are discussed to increase aware-
ness of how attempts to improve the Army generally and to guarantee
combat effectiveness are often connected to work in the equal oppor-
tunity and treatment area. By making such connections explicit, per-
haps greater collaboration among operators of different Army offices
and programs will be encouraged.

On many posts, men did not describe a strong sense of belonging to
the group and did not see the unit as important or attractive. Many
people did not connect their own racial attitudes and associated beha-
vior with racial problems in their units or with other signs of dysfunc-
tion; e.9., men did not see their units as important or attractive. In
a number of units, high rank was not associated with high status in the
eyes of the enlisted men because the chain of command ignored the needs
of the men until it lost both attractiveness and credibility. Different
levels of the company, and perhaps different levels of the Army as a
whole, seem to conceptualize differently the type, extent, and speed of
change needed in race relations and equal opportunity, and this may in-
terfere with the development and implementation of the program. Many
people who participated in this research did not understand what kind of
change is needed, how important it is, and what the impact of the change
would be on them.

At the most general level, to improve race relations the Army has
to become concerned with the nced satisfaction of all its members. A
white who fools anxious, angry, and dissatisfied because of his working
and living conditions is probably not going to be receptive to programs
to help his fellow soldiers. The needs of all soldiers are relevant to
the Army's race relations offort. Education programs are useful in in-
forming the soldiers and their officers how things ought to be. But
outside the classroom serious, persistent, and detormined steps must be
taken to insure that tho changes described are the ones that are achieved.
Thus, race relations training must lead to an intornalization of the
goals and values of the race rolations program; the race relationg regu-
lations must be vigorously enforced; and the conditions of noed satis-
faction for a diverse group of people must be created in the Army. Those
conditions will ideally be brought about through rational, planned, mutu-
ally beneficial changes arrived at by collaboration amonyg poople xopra-
sonting different sectors of the Army. Hopefully, the spontaneous,
destructive incidents that brought the current Army race relations pro-
gram into being will not have to bo ropeated to make the program work.
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APPENDIX A
INDEX OF LESSON AND TRAINING OBJECTIVES
LESSON OBJECTIVE I: To promote greater understanding of the conditions
and issues promoting racial separation and conflict in the United States.
TRAINING OBJECTIVES:

A. Mexican Americans

Knowledge Objectives:

1. The student will learn that racist attitudes held by Anglos ?
were of such magnitude that they had a selective influence :
on the evolution of American institutions that modern in- !
stitutions unknowingly function in a racist fashion. !

' |
|
{
!

2, The student will retain certain facts about Mexican Ameri-
cans relating to:

a. their acquisition by conquest,
b, their arbitrary treatment under the law, and

¢. their search for ejual status under the law and for
gainful employment.

3. fhe student will understand that the outcome of historical
forces has been to create modern day differences betwoen
Mexican Americans and Anglos, especially in relation to:
a. housing

b. educational attainmont

¢, omployment

d. political activism
B. Puerto Ricans
Attitude Objoctive: The student should be awarc of some per-

ceptions and attitudes Muerto Rican soldiers may have about
thair commanders.
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Knowledge Objectives:

1. The student should understand the nature and effects of
the relationship of colonialism which has existed between
the United States and Puerto Rico.

2. The student should understand certain cultural factors
influence the behavior of Puerto Rican soldiers as they
adjust to Army life.

3. The student should recognize differences between the ex-
periences of Spanish-speaking soldiers of Mexican and
Puerto Rican heritage.

C. Black Americansg

Attitude Objectives:

1. The student will be aware of the attitudes prevalent among
the contemporary generation of black soldiers well enough
to identify those attitudes.

2. The student will understand the origin of these attitudes
in the concepts of white supremacy and black infexiority
and in the actions of individual and institutional racism
and will recognize the effects of thege attitudes within
a military unit.

3. The student will understand how feelings of mistrust and
suspicion between blacks and whites have arisen from and
still perpetuate experiences of negative contact.

3 Knowledge Objsctive: The student will recognize that color

| played an important role in the development of the New World
3 and that color was used to determine who would be free and who
would ba enslaved.

LESSON OBJECTIVE IX: To increass awarenens of methods for analyzing the
cohesivoness and level of racial tension with a military unit,

CRAINING OBJECTIVES:

D, Resistanco to Change

Knowledge Objectives:

1. The student should be aware that resistance to change is
not uniform, and can bo seon as good and bad.
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2, The student should be familiar with the ways people deal
with inner conflict,

3. The student should be familiar with the various sources of
resistance to change in the personality.

4. The student should be familiar with the various sources of
resistance to change in social systems.

5. The student should know that resistance to change can be
overcome faster and more stably by reducing it than by
overwhelming it by force.

Tagk Objective: The student should be able to analyze a prob-
lem situation in terms of factors contributing to change and
factors inhibiting change.

Games i
Attitude Objective: The student should have an appreciation for

the destructive potential of both individual and institutional '
gamesmanship for unit race relations.

Knowledge Objectives:

1. The student should be able to recognize both individual
and organizational games.

2. The student should realize that gamesmanship is a counter-

indicator of honest communication and an indicator of racial
tengion within the unit.

Task Objoctive: The student should be able to devise methods
to reduce individual gamesmanship within the unit.

Storcotypos

Attitude Objective: 7Tho student should know that racial stereo-
typing by an individual is not nocessarily prodictive of that
porson's racial attitudes.

Knowledgo Objoctives:

1, Tho student should know that racial storootyping by an in-
dividual is not necessarily predictive of discriminatory
behavior by that individual.

2, Tho student should know that storecotypes are undesirable.
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3. fThe student should know that stereotypes serve different
functions and are, therefore, susceptible to change through
different techniques.,

4. The student should know that stereotyping may be more a
function of class than of race.

5. The student should know thav stersotypes are fostered by
the mass media and textbooks.

(1) Survey and Small Group Discussion Methods

Attitude Objectives:

1. The student will recognize many of the cmotional factors
that can potentially influence the expression of attitudes
about race relations on surveys taken with a military unit.

2. The student will recognize some of the emotional factors
which inhibit and which facilitate communication amony in-
dividuals are involved in the development and in the veduc-
tion of vacial tension,

Knowledge Objectives:

1.  The student will undoerstand the steps involved in organising
and developing a working survey group so it will be most
likely to yield the desired information about unit vace
relations.

2. The student will understand the ateps invelved in organizing
and developing o small gqroup discusiion Hon so iU will
be most likely to yield the desived information about unit
rvace rolations.

{2} Undorstanding the Results of Survoys and small Group
Discusgions

Attitude Objectivout

1. The student will be aware that attitude nurveys taken with-
L his unit or small group discussionn involving members of
differont othnic groupa in his unit will probably roveal
signiticant discrepancies botween the attitudes ot blacka
and whites concerning race velattons,

2. ‘The studont will understand some of the factors which con-
tribute to those diserepancies in attitude including pro-
cosrng of change in the black community proviously untocoge
nizod by whites,
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Rnowledge Objectives:

1. The student will recognize the link between discrepant at~
titudes, the factors which shaped these discrepant attitudes,
and conflict between blacks and whites,

2, The student will recognize the importance of obtaining data
by surveys and small group discussions as a step toward
understanding race relations in his unit.

LESSON OBJECTIVE III: To improve skill in interpersonal relations with
members of diverde ethnic groups so problems can be discussed and plans
formulated that will facilitate a resolution of problems.

TRAINING OBJECTIVES:
R, Role Bxpectations

Attitude Objective: The student should know the social atti-
tudes or expectations black and white troops will most likely
have learned toward one another prior to theiv entry into the
4 Army and how these attitudes may in{tuenve theiv relationship
&1 in the unit.

Rnowledge Objectives:

1. the student should learn that the docile, submingive boha-
vior pattern at one time characteristic of many blacks
ropragsented a reaction to the expoctations ol whites that
blacks adopt the vole of f{nferior in social velationships,

2. the student should learn that many blacks expected that
whites would behave {n an avrogant, abusive mamner toward
thom and that such behavior on the part of whited was soen
as an asgertion that the white was auperior to the black,

3. The atudent will recounize that vole relationships along
rank lines fn the military ave often complicated by the
. rvace of tho suporior and aubordinate in the relationship
such that misunderstandings of motives amd {ntentionn on
both siduos are likely,

4. The studont will undorstand the importance of fair, jumt,
and impartial treatmont by white superiors toward black
subordinates aw a stup in reducing racial tonsfon amd in-
croasing unit effectivencas.

Tagk Objectiver Tho student will establish a consclous aware-
ness of the perceptions that contemporary yound blacks have toward
superior officers and change the troops' bohavior by tyoating
thom fairiy, justly, and oqually; by vocognizing the rvole that
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the color of one's skin has traditionally played in American
socliety well enough to establish cohesiveness and minimize
tension and contlict within the unit due to the race issue.

Theory X and Theory Y

Knowledge Objectives:

1. The student should be aware of the limitations placed on
his ability to command a unit which may experience racial
tension by the exclusive use of authoritarian management.

2. The student should be aware of a management theory which
wili provide him with an alternative to authoritarian
management.

3. The student should be able to decide which management
system is appropriate for a specific situation.

Porsonal Communication

Attitude ubjectives:

Lo The student should underatand that his attitudes may influ-
onee how accurdtely he decodes messadges trom others and
thus can influence the adequacy of his interpersonal
relations,

2. Tho student should understand that hia attitudes may intly-
ence how honeatly he oncodog messages to others and thus
can fnfluence the adwmpuacy of his interpersonal relations,

Knowlodgo Objoctives:

1. The student should undevatand that hin unit will function
more offoctively {f there is a two-way flow ol honust
comnunication,

2. The atudent should underatand that his objoectives in im-
plement ing RRZED programs can be attained only under con-
ditions of honest communication.

3. The student should understand that honost communicat fon
provides a basis for collaboration among soldlors of di-
vorse yroups so that interpersonal problems in the unit
¢an be resolved.

Task Cbjective:r The student should be familiar with at least

one tochnique (what Gordon calls “active liatening") to improve
communication and be able to use it, at least on a basic level,
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K. Guidelines

Attitude Objective: The student will be aware of some of the
attitudes that he has about himselif as a commander and how he
sees himself in relation to his superior officer, his noncom-
missioned officers and his troops.

Knovledye Objectives:

1.

The student will recognize that his perception of minority
qroup members has developed under conditions involving
little chance of equal status association and that as a
result he is likely wot to have developed a foundation of
attitudes toward minorities supporting positive contact
expariences,

The student should recognize that the sense of responai-
bility for changing distorted attitudes must come trom
within and that such change requires knowing one's self
and one's velationshipa with others.

The student should be aware of the conflicts going en
within young black soldiers whe are trying to ereate new
solf=images which will portray what they bolieve are
manly" qualities,

LESSON ORIBECTIVE IV: Vo improve ability to coordinate the development
and tiplomentat {fon of proguams within the unit to insure sgual treatment
of soldiers from different vthnie groups.

TRAINING OINECTIVES:

L. Commnder's Role

Knowledge Object ives:

1.

Tho stwlent ahould know that thore are several principles
ageoptad an widoly applicable tn fatovgroup relations,

The student should know that thore are two ways to most
succossfully effoct change in large portions of the
population,

The student should be familiar with the rogufrements tov
company commandors stated in the latest dvalt of AR GUO« 1,

The student should understand that problow-solving has
throv componouts,




5. The student should be aware that a group can be used to
influence its members.

6. The student should be aware of positive actions he can take
to facilitate communications and actions regarding improved
race relations within hie unit.

Task Objectives:
1. The student should be able to formulate and weigh pros and

cons for issues concerning the establishment of a unit
race relations or human relations council. .

2. The student should then be able to establish this council.
M. Capitalizing on Interest

Attitude Objectives:

1. The student will appreciate the importance of developing
a race relations program which is relevant to the felt
needs of soldiers.

2. The student will bo more accepting of the value of listen-
ing to the mon in hig unit as a way of fulfilling his ve-
sponsibilitios in the area of race rolations and equal
opportunity.

Knowledge Objectives:

1, The student will learn a serfes of steps useful in boecoming
more aware of race relations in a military unit.

2, The student will learn some of the more comson complaints
made by minority group soldiers about their life in the
Ay .

§ 3. The student will learn some quidelines usoful in planning
followup activities after receiving a complaint of racial
digerimination,

P

N, Approaches to Dealing with Racial Tension

Attitude Objectives:

1. The student should recognite tho importance of effective
3 two-way communication to fostor understanding ameng offi-
- cers, among enlisted men, and betweon officers amd onlisted
v mon in units comprised of men from diverse cthnic backgrounds.
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2, The student should recognize that the credibility of a

. commander is often based upon the understanding his subor-
dinates have of the basis of his decisions. Consequently,
. making sure that the content and basis of command decisions
% is understood is a step toward increasing the credibility
of the chain of command.

Knowledge Objectives:

1. The student should be aware that inadequate rather than
adequate communication is the noxm in many large organiza-
. tions, and that efforts to foster improved communication
are frequently needed.

2. The student should be aware of some guidelines for reducing
confusion and misunderstanding as a factor effecting race
relations in his unit,

Tagk Objective: The commander should be aware of some toch-
niques for approaching problems of individual and institutional
rvacism in his unit used by other commanders.

O, External Congultants

Rnowledge Objectives:

1. The commander will know some of the factors to consider in
deciding whothar to involve an outside consultant to assist
hin in developiny a race relations program.

2, The commandor will know what steps he will have to take to
work effoctively with an outside consultant.

3. The commander will know what xosponsibilities he has under
AR 600-2)1 for thu development of a race relations program,

4. The commandur will know a number of agencios on most mili-
tary posts which can provide him with consultation and/ov
other services which can assist him in fulfilling his ve-

. sponsibilities undor AR 600~2).

. LESSON OBJECTIVE V: To lmprove skill in monitoring the results of efforts
to reduce vaclal toension,
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TRAINING OBJECTIVES:

P.

seminar as Evaluation

Knowledge Objectives:

1. The student should be able to recognize three indicators of
healthy communication within the unit.

2. The student should be aware of the limitations of the
seminar or rap session as an indicator of racial tension.

Task_Objective: The student s. ~uld have a greater ability to
identify hidden agendas in a group discussion.

pysfunction Indicators

Knowledge Objectives:

1. The student should know certain indicators of unit racial
health,

2. ‘the student should be awara of ong method of collecting
and interpreting data on those indicators.
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APPENDIX B

. SYNOPSIS OF OBSERVATIONS OF CLASS BEHAVIOR

METHOD I

Lesson Objective I

- Observations of class reactions to topics covering Mexican Ameri-
cans, Puerto Ricans, and Black Americans included the following:

Post A: Many of the perceptual distortions and intergroup processes

which impair race relations operated during class. A number of times,

commanders heard and agreed with new information but could not apply it

to their own situation. For example, commanders condemned institutional

racism and concluded quite logically that as commanders "we can't let

what happened in the past interfere with performance today." However,

they then said that they "could do nothing about institutional racism,

so there was no use “thinking more about it." Another major theme was

the paradoxical acknowledgement of the value of more info.mation about i
minorities coupled with insistence upon the fairness of maintaining the \
standards of white America to judge performance within the Army, When- i
ever information about the minority had a clear management implication,

the commanders insisted that they could not act upon the information.

For example, the implicatious of the Puerto Rican emphasis upon "machis-

mo" for job placement in the Army were met with comments that commanders

could not fit personalities to jobs. When it was suggested that ignoring

the implications of the information might be poor management, the com-

manders presented themselves as defending the standards of the Army.

Post B: This group was more outspoken in defending the “standards of
the Army." Class members asked why the Army should "stoop to the weak"
and asked "how can I respect people like that?” When confronted with
evidence the "melting pot"™ has not worked, one commander said that the
Army should still operate as if it works.

When confronted with evidence of discrimination within the Army,
commanders sald it was not serious, that the Army can't chanae just to
J please a minority and that minorities' complaints are hurting the Army
worse than the Army is hurting the minorities.

' when hearing the history of minoxity groups in America, comments
were made that it is not always bad to deny people their rights, that
not every group needs to have high skill jobs, and that not all minority
groups in the past were ready to decide thelr own fate.
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Lesson Objective II

Observations of class reactions to presentations under Lesson Cb-
jective II on Resistance to Change, Games, Stereotypes, Surveys, and
Discussion Groups included the following:

Post A: Interest in discovering the factors causing tension within a
unit was apparent, but much anxiety existed about dealing with these
causal factors. As a result, the class appeared blocked from taking
affirmative actions. All recognized the existence of gamesmanship in
the Army and acknowledged its negative impact on race relations, but

most felt that gaming was generally rewarded in Army life and honesty
was a definite risk.

Post B: This group felt that minorities are the ones who are showing re-
sistance and playing interpersonal games, Minority group soldiers were
seen as disliking those in authority, deciding to avoid whites in the

k. unit, and as rejecting the wisest course--assimilation into the Army.

Legson Objective ITX

Observations of class reactions to topics covering Role Expecta-
tions, Theory X and Theory Y, Personal Communication and Guidelines to
Improved Interpersonal Relatlons included the following:

Post A: The effects of previous experiences of racial isolation became
apparent as class members expressed anxiety about trying to work out
racial problems through personal contact with members of other groups.
Some officers commented on how hard it was to admit what one's attitudes
really are. Others expressed concern about telling others what they

folt toward him. Some sald it is painful to think about how one is seen
by mombers of another othnic group. And comments wore made about feoling
discomfort when one has to inveatigate complaints of discrimination or
confront somoone who ls projudiced.

Post B: Conflicts between role requirements and personal inclinations
wore obvious. Commanders who preferred the social distance their role
as commander allowed thom ware concerned to discover that their men wevo
sizing up their social attitudes and might want to know them on a more
porsonal level. fThese commanders expressed anxiety that they would lose
their effectiveness if they were more personal in relating to the men.
Another smallexr group felt that part of the race problem was that people
did play roles rather than get to know cach othor as {ndividuals. The
two factions argued but could reach no resolution.
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Lesson Objective IV

Observations of class reactions to topics covering the Commander's
Role in Race Relations, Capitalizing on Unit Interest, Approches to
Racial Tensions, and Using External Consultants included the following:

Post A: Discussion of makipg contact with minority troops and with
setting up workable grievance procedures reawakened old doubts and
aroused new anxieties. Were racial issues really important enough to
go to all this trouble? Could one really trust people who made com-
plaints of discrimination? Will minorities really respond positively
to all these efforts when all they do in the unit is stay by themselves
and gripe? How do I know honesty and openness on my part won't make
things worse?

Post B: Setting up grievance procedures would be of little use., Sol-
diers are always complaining and the substandard soldiers complain the
most. Most of the complainers reject help.

lesson Objective V

Observationg of class reactions to topics covering the Seminar as
anp Evaluation Tool and on the Use of Indicators of Racial Tension in-
cluded the following:

Post A: Great fear was expressed about maintaining written statistics
in the unit to monitoxr whother discrimination was occurring, Comments
were made that such data could fall into the hands of black militants
or might appear in an underground newspaper and be used to discredit
the commander.

Post B: This class seemed to find the collection of statistics on the
unit somewhat unsettling, Some questioned the validity of any infor-
onces made from this data about race relations. Many commentod, for
example, that differences between blacks and whites in Article 158 wore
not due to race or to discrimination but to the frequency of offenses.
Commanders were not too sympathetic to the idea that more offense might
stom from greater feelings of pregsura on the minority group.

Mothod II

1agson Objoctive X

Observations of class reactions to topics covered by Lesson Objec-
tive Y are included in the following:
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Post A: Negative feelings toward minorities were quite pronounced in
this class, Evidence of past injustices evoked statements like “"Don't
tell me, I didn't do it," "Don't ask me to do anything about it," and

"I think its unfair to ask us to treat people according to their back-
grounds." Some class members accused the instructers of deliberately
distorting the facts to make them feel bad. Others said it was not right
to make them feel inadequate or helpless, particularly since they were
doing everything right. The class insisted their comments were responses
to the content of instruction, even though the feelings expressed toward
minority instructors were substantially more negative than toward white
instructors who were saying essentially the same thing.

Post B: This group was rather secure in the notion that minorities
bring on their own problems. They use discrimination as a crutch, re-
ject whites who want to help them, don't even try to learn the ways of
whites, and resent authority. While many acknowledge that injustices
had been done to minority groups, class members pointed out that “colo-
niaiism is not really too bad," "that we treated Puerto Rico better than
the Russians treated Czechoslovakia" and that there will "never be
Utopia.*

Legson Objective IX

Obsorvations of class reaction to topics covered under this objoc-
tive included the following:

Pogst A:  Conformity, not racism, was seen as the crucial issue. While
it is true that some injustices do occur, that gaming and storootypes
are not constructive, the best resolution for the minority is to yo
along with the gystem.

Post B: This class seemod to have conflict about whether the Army syu-
tom could or should bo opposed when it oporated in a rvacist fashion,
Some sald messagos from DA seemed sincero about the need and desirve tor
change in race relations, but local auperiors' support for theso DA
directives was not so clear. Playing games still scemed the local norm
despite the call from DA for honesty and commitment.

Lesson Objective IIX

Observations of class reactiona to toples covered under this Lesson
Objoctive included the following:

Post At Great anxiety was expressed about letting subordinates know a
commandexr on a4 persohal level, Playirg the role was oxpectad by superviov

officers and an officer could hurt himself by boing too friendly. ‘Then,
too, one never knows what an enlisted man will do with information about
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an officer's parsonal beliefs. A number of commanders were concerned
at the thought of being seen so negatively by minority soldiers but
others felt this was simply part of the job.

Post B: Again, many concerns were expressed about the outcomes of a
close relationship between an officer and his subordinates.

Lesson Objective IV

Observations of class reactions to topics covered under this Lesson
Objective included the following:

Post A: Great anger was expressed at discussion of approaches to
problem-golving. Commanders said such special approaches are not the
commander's job, Others said it would do no good. Others felt such
matters should not be pushed. Most agreed the problems were not due to
discrimination and so complaints were not the issue. The issue was mis-
understanding due to cultural differences and what the commander needed
was to know all about the minority soldiers' culture.

Post B: Doubt was expressed about the need for such special steps.

After all the racial problem is not that serious. Several officers said
that they felt no internal commitment to the race relations program but
they would do what was specifically required and monitored. This was not
sald with hostility, but rather with the assurance that the commander
and the race relations effort can peacefully coexist without either one
significantly influencing the other.

Logson Objective V

Obsorvations of class reactions to toplc covered under this Lesson
Objoctive included tho following:

The patterns exhibited in the classes for both Post A and Post B
were highly similar to those described under Legson Objoective V for
Method I. fThose classes scemed to find the collection of data on the
unit somewhat ungottling. Some questionod the valldity of any inter-
oncos mado from theae data about race relations. Many commented that
Aifferonces betwoen blacks and whites in Article 158 wero not due to
race nor to race discrimination, but to frequency of offonse. Commnami-
ers were not too sympathetic to the idea that more offensos might stem
from grooter feolings of prossure on minority groups.
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